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“The quality of results produced by any system depends on the quality of 
awareness from which people in the system operate.” Otto Scharmer
“Organizational communication is much more than media and tools. An 
organizational culture in which there is communication is much more powerful and 
sustainable. Organizational and individual learning accelerates with internal 
communication. Aligning decisions towards organizational strategy requires 
internal communication.” Diego Naranjo, PENTA
Essentials I – Cool Quotes 
Some desirable characteristics of external 
communications, Michael mentioned: 
Networked approach
Multiple dialogues
Participatory approaches
Recognizing everybody's knowledge
Inclusive decision making and social 
learning
Create products as a social process
Understand local context
All types of communications are valid, level 
of participation depends on objectives, 
sometimes linear comms works 
Our job is: Linking and connecting
Do M&E to show how comms contribute to 
outcomes
Michael Victor, speaker of GFAR Webinar 
“Participatory communications and 
uptake communications“
Essentials II – Characteristics of internal communications
All of this is also  
true and essential 
for internal 
communications
Blurred Boundaries External – Internal 
Communications 
http://www.suckerpunchdaily.com/2014/09/15/blurred-boundaries/
“… today’s technological advancements 
translates into a new type of private and public. 
Disconnection from society, the internet, and 
media have become the new private. Therefore, 
[…] we can create a different kind of 
architecture that is less physical and more 
informational—whether visual, digital, or 
otherwise.”
Think about:
Technology
The benefit of the messy stuff
The Friends of your organization
What is it that really cannot be 
shared outside ?
• Make affordable, high-quality food readily available to the rural and urban poor
• Promote rural income growth
• Provide the means to make a more intensive and competitive agriculture both 
environmentally sustainable and climate smart
CIAT Culture
980 staff, 200 scientists
Diversity in nationalities (57 countries)
Generational shift 42% < 40 years
Less then 40% women, 24% in Research
Spanish and English
Scientists under pressure to leverage funding 
On a good day, at CIAT we see us as 
- Young
- Dynamic
- Pioneering new Research
- Disruptive
- Having a broad, unique research 
agenda
On a bad day, at CIAT we see us as
- Working in silos 
- Resistant to change
- Re-inventing the wheel
- Lacking leadership
- Unable to unite administration and 
research  
Theory of Change: Internal Communications
Strategy
ToC and 
Annual 
Work Plans 
M&E
The innovation of Theory of 
Change lies (1) in making the 
distinction between desired and 
actual outcomes, and (2) in 
requiring stakeholders to model 
their desired outcomes before 
they decide on forms of 
intervention to achieve those 
outcomes. (Wikipedia)
• Research and administrative staff share the organization’s values
• Researchers integrate between different research disciplines and areas
• The communication and knowledge management team optimizes 
communication channels
• All CIAT personnel understand the ‘sustainable food future’ principle 
and know how to apply it in their work
• Collaborative networks are inclusive
Strategy: Desired Outcomes of CIAT internal communications
Create new spaces for dialogue
Foster team work and learning in teams
Communicate to create among all staff a better 
understanding of key developments in CIAT’s work 
and institutional environment
Annual Work Plans – Example 2016
Interventions– Three Examples
Team profiles
Campaigns 
Screens 
Team Profiles 
CIATnet
CIATtalks
CIATscreens
1. Determine our indicators 
2. Invite to focal group discussions
1. Use of live surveys (Mentimeter.com) 
2. Conversation – feedback loops
3. Consult statistics (CIATnet)
3. Decide on adjustments and changes in work plan  
Monitoring and Evaluation 
Output Impact Narrative What to measure How to measure it
CIATtalks CIATtalk participants express 
their opinions openly and 
provide input to desirable 
organizational changes. They 
suggest new issues to discuss. 
• Number of participants
• Perception of participants 
about the usefulness of 
CIATtalks
• CIATnet stats
• Number of new issues 
suggested. 
• Survey
• Documentation of 
debates
• Focal groups
Annual Work Plans – 2017 just fyi
• Teamwork – looooong conversations 
• Internal network – internal communications focal points
• Regional integration with Asia and Africa
• Well connected with leaders and decision makers
• Real interest in colleagues
• Working with same methods and principles than research does, i.e
Theory of Change
• Attention to people and process
What makes our / YOUR internal communications 
thrive
Our Team
Sylvia Pineda
Enthusiast
A natural connector
Curious
José Arana
Thoughtful
A natural planner 
Perfectionist
Simone Staiger-Rivas
Carlos Polo
A cool, always busy 
designer 
Plus: Carlos Saa, Madelline Romero, Georgina Smith, the comms network, Esteban 

